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Preface 

There is little doubt that educational leadership, and school leadership 
in particular, now hold centre stage in discussions about schools, their 
performance and student learning. Indeed, in this regard a recent 
Organisation for Economic Development and Co-ooperation (OECD) 
report (Pont, Nusche, & Moorman, 2008) noted that '[s]choolleader­
ship is now an education policy priority around the world. Increased 
school autonomy and a greater focus on schooling and school results 
have made it essential to reconsider the role of school leaders' (p. 3). 
Echoing this in Australia, at the most senior governmental policy level, 
the 2008 Melbourne Declaration ofEducational Goals for Young 
Australians (MCEETYA, 2008) noted principals and other school 
leaders as playing a critical role in leading their schools and shaping 
learners for the future. 
This focus on leadership in schools is not new. Over the past few 
decades, there has been an increasing interest in the area evident in 
research, academic writings and policy statements and directives from 
education systems across the world. In some countries, for example 
England, specialised institutions such as the National College for 
School Leadership have been established to develop excellence in lead­
ership through professional development programs, strategic initiatives, 
support and networking opportunities for school leaders. Some 
Australian states such as Victoria have attempted similar initiatives, 
albeit on a much smaller scale. Such is the plethora of material now 
available that some writers have attempted to synthesise out the key 
learnings about school leadership to make these more accessible to 
researchers, policymakers and practitioners. Leithwood and colleagues 
(2006) synthesised the key literature in the area to what they saw as 
seven strong claims about successful school leadership. Mulford and 
colleagues (2007) also focused on successful school leadership drawing 
on Australian research. The National College for School Leadership 
(NCSL, 2007) in England endeavoured to answer the question, 'what 
do we know about school leadership?' , arriving at a position similar to 
that of Leithwood et al. These researchers are not alone in their efforts 
to seek a better understanding ofschool leadership today. 
Ivii 
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While Australian researchers have made significant contributions to 
the scholarly output on school leadership via important national and 
international journals, there have been few examples of collected pieces 
of writing from Australians focusing on school leadership. This edited 
collection is a response to this dearth. Out collection is distinctly 
Australian and focused on school leadership within an Australian 
context. It meets a growing interest among Australian education leader­
ship scholars for relevant writing and research that is reflective of the 
social, historical and cultural contexts within which educational leader­
ship is understood and enacted in Australia. The contributors to this 
collection are Australian academics who draw on their expertise, experi­
ences and research to provide a diverse and rich set ofchapters. 
In reflecting on these themes and locating them in the realities of 
schools today, it is apparent that the complex and changing milieu in 
which leaders now work is fraught with paradoxes and tensions. As the 
reader engages with the ideas in the chapters in this book, it is impor­
tant to keep these in mind so that the real-life dynamics of schools, and 
the challenges of leading them, are not forgotten. We have identified 
some of these in earlier work (Cranston, Ehrich, & Morton, 2007) 
where we argued that leaders needed to: 
• respond to 	both local and system level demands/priorities when 
they might not always be compatible 
• be seen and act as the leader while empowering others for distrib­
uted, shared, multiple leadership roles 
• achieve 	work-life balance when the professional and personal 
demands of being an educational leader are significant 
• drive a future-oriented sustainable vision for their schools in dis­
continuously changing and challenging times while managing the 
reality of 'the now' of schools 
• continue their professional learning journey, keeping abreast of 
educational and related developments and trends while managing 
the significant competing demands on educational leaders 
• allocate limited resources in effective, efficient and equitable ways 
to maximise the learning of all students. 
As one journeys through the chapters in this book, these six paradoxes 
and tensions provide stark reminders of the complexities and challenges 
facing contemporary school today. 
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The book is structured around four sections: 
• Section 1: Contexts and challenges facing educational leaders 
• Section 2: Leadership issues and approaches 
• Section 3: Professional learning and development for leaders 
• Section 4: Leadership in and for successful schools. 
While the book is organised around these sections, readers will soon 
note that many of the chapters make contributions to more than just 
the section to which they have been allocated. This is not surprising 
given the complexity and diverse nature of educational leadership and 
its surrounds; it is not possible to write in particular areas without 
being drawn into and across others. Chapters may be selected and read 
as stand-alone pieces, or as whole sections that provide different per­
spectives on the four overall themes that constitute this book. 
The contributions in this edited collection provide a contemporary 
snapshot of writings by Australian school leadership academics. We 
believe they represent an excellent source of ideas that are likely to 
stimulate thinking and raise debate about contemporary issues relating 
to leadership in and of schools. Collectively, the evidenced-based find­
ings contained within the chapters paint a picture of the Australian 
landscape that reveals school leadership, while not without its chal­
lenges, is a rewarding and ongoing journey. 
Finally, we believe the writings in this volume should be of interest 
to undergraduate and postgraduate university students of schoolleader­
ship, current teacher and leader practitioners, system-level educational 
leaders and policymakers. Our hope is that our collection of Australian 
writings will make a positive contribution to both school leadership 
thinking and practice. 
Neil Cranston Lisa Catherine Ehrich 
The University of Queensland Queensland University of 
Technology 
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Introduction and 
Chapter Summaries 
Bill Mulford, Neil Cranston and Lisa Ehrich 
School leadership now rightly holds centre stage in discussions about 
schools, their performance and student learning. However, the avail­
ability of quality evidence on school leadership in our country is scarce 
and what is available is scarcely used. There have been few examples of 
collected pieces of writing from Australians focusing on school leader­
ship. There are a small number of research studies on Australian school 
leadership and there is a variable quality of the research that has been 
published (Mulford, 2007). 
Mulford (2008, p. 49) summarises his concerns about the quality of 
the research as follows: 
Little of it covers more than one state, few are longitudinal and 
many rely on very small and unrepresentative samples. There is little 
resulting conceptualisation and/or model building. In addition there 
seems to be an aversion to building on or referencing previous 
research, preferring material of questionable relevance from other 
countries. The ability to extrapolate to larger populations, policy 
and practice from such a data base is severely limited. 
There is a low priority in this country for the funding of educational 
research and, in particular, research in the area of school leadership. 
Limited use is made of the Australian research that is available in com­
missioned papers and policy documents (Mulford, 2008) or current 
Australian university courses in the area (Bates & Eacott, 2008). 
In seeking to fill this lacuna this book commences with a section con­
taining chapters devoted to the contexts and chal1enges facing educa­
tional leaders and then a second section with chapters related to 
leadership issues and approaches. Given these tensions, it becomes para­
mount for school leaders to become lifelong learners engaged in ongoing 
professional learning and development in order to enhance their efficacy. 
A third section contains chapters exploring a variety of professional 
development programs and approaches designed to support and enable 
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leaders' learning and growth. A fourth section contains chapters that 
directly address the issue of leadership in and for successful schools. 
Chapter Summaries 
Section 1 on the contexts and challenges facing educational leaders 
begins with a chapter by Starr highlighting three contemporary issues 
facing school leaders today. These issues are leadership succession, leading 
and managing significant school change and educational leaders reclaim­
ing a public voice in educational debates and policy making. 
From her research Starr found actions that helped make school 
leadership more satisfYing included the ability to reprioritise duties to 
focus on educational matters; hierarchical parity and greater collabora­
tion with central education officers in establishing education policy, 
provision and practice; and the provision of timely, relevant and 
responsive professional learning and training. Leading and managing 
significant school change is see by Starr as more successful when atten­
tion can be diverted away from the day-to-day 'busyness', top-down 
change takes into account the complexity and dynamism of school life, 
clarity is achieved about goals and expectations, and time is provided 
for planning and professional collaboration. Finally, Starr argues that 
school-based educators are no longer the spokespeople for their own 
practice. They have lost ground to their critics, especially in the media. 
A key challenge is for school leaders to reassert themselves, to increase 
their individual and collective professional agency. 
The second chapter by Ehrich, Kimber and Cranston focuses on 
particular challenges facing school leaders concerned with matters of 
ethics. In a situation where decision-making has two or more equally 
'right' pathways, ethical dilemmas may arise. From an extensive review 
of the literature, the chapter develops and discusses a model for under­
standing the forces impacting upon decision-making processes faced by 
a school leader. The model identifies the antecedents that might typi­
cally exist prior to an ethical dilemma arising, such as the culture of the 
school, community expectations, and legal and policy frameworks. Also 
identified are the values and beliefs of the school leader. The model 
then outlines the potential interdependent, nonlinear pathways ema­
nating from the choices made about the ethical dilemma and highlights 
that from such decisions various consequences or implications flow for 
the individual decision-maker, the school and the community. 
Introduction and Chapter Summaries 
Two cases developed from the authors' research are then explored 
via the use of the model. The model was found to provide a useful 
framework for better understanding the dynamics and forces at play in 
ethical dilemmas. Findings that emerged included the significance of 
values and beliefs, both espoused and practiced by school leaders, the 
repercussions for the school and other parties involved in a dilemma, 
and the professional ethics of school leaders as decision-makers with a 
strong sense of duty of care to young people. 
The third and final chapter in this section by Matters raises several 
issues drawn from policy, practice and professional formation that have 
implications for the work of school leaders. Against a background of 
the standards movement for teachers and leaders, increasing evaluation 
and accountabilities, and high expectations on education from parents 
and the community, she discusses the collaborative process that led to 
the production of the Australian Capital Territory Educational Leader­
ship Framework. This framework covers the areas of leadership capac­
ity-building comprising learning-centred leadership, leading learning 
and teaching, leading strategic resource management, leading and 
working with others, and leading a quality organisation. 
Matters concludes that there should be: a national set of teacher and 
leadership standards developed by a consortium of all interested parties 
and that these standards be constantly under review, adequate resourcing 
of formal school leadership preparation and formation programs and that 
these programs be evaluated in a way that would them to be compared 
and collated with ease across the nation, and a change to accountability 
mechanisms in order that the data generated can be used with equanim­
ity for school development purposes in diverse contexts. 
Section 2 examines a number of contemporary issues and approaches 
around school leadership. The section begins with chapter 4, a contribu­
tion by White, Ober, Frawley, and Bat who explore a range of issues 
pertinent to Indigenous leadership in education. They argue that to 
support Indigenous people to establish solid educational foundations, 
which will allow them to engage in quality employment and life experi­
ences, will require a different approach, one in which leadership and 
education are considered within an intercultural context. Although 
they point out that there has been little formal research in Australia on 
intercultural leadership in education, they put forward an educational 
ideology based on the concept of 'both ways'. This concept is seen as 
interchangeable with multiculturalism in that both are concerned with 
3 
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the intersection and linking of cultural worlds, the space in which the 
overlap occurs and the leadership and teaching and learning that takes 
place within this space. Some of the competencies seen as necessary to 
operate with success in such a space are cultural self-awareness, awareness 
and acceptance of difference, knowledge of and skill in using different 
communication and learning styles, and skills to implement various ped­
agogies and curriculum to reflect the cultural diversity of students. 
Chapter 5 by Neidhart and Carlin explores spiritual leadership and 
its contribution to school leadership. Against a background of key 
challenges facing education and school leaders today (including 
increased globalisation, constant change, uncertainty and insecurity, 
and increased complexity) the authors argue that thinking about, and 
enacting, leadership from a spiritual perspective might help us both 
revisit and reinforce critical values and beliefs that ought to underpin 
what we do in schools and shape a better future for all Australians. 
Spiritual leadership is not seen as just another dimension or frame; it is 
a core component of leaders' beliefs, values and actions. It involves an 
unshakeable belief in an education not only about 'doing' and 'having', 
but one which also addresses 'being' and becoming'. Spiritual leaders 
articulate and model being courageous, encouraging the use of con­
structive critique, endeavour to create space and energy to sustain 
hope and trust, and nurture healthy relationships. Ultimately, spiritual 
leaders aim to improve staff and student capacity to embrace the 
opportunities and dilemmas presented by the 21st century. 
Chapter 6 by Spry and Graham introduces the important notion of 
parent-school partnerships and the roles parent play in school leader­
ship. They note that transition from the traditional understanding of 
silent partnership to genuine parent-school partnerships remains chal­
lenging as this transition requires a significant cultural shift. The 
chapter supports those seeking to lead this type of cultural change by 
reviewing the past, present and future of parent-school partnerships. It 
also provides a detailed case study of the design of a genuine parent­
school partnership project from Lismore (New South Wales) Catholic 
Education. The design of this project is based on the development of 
a compelling vision that linked individual and collective aspirations 
that created a 'pull' for change and the use of an activist approach. 
Individual, school and system participation, collaboration and coopera­
tive learning through the use of public self-narrative or reflexive story­
telling were at the centre of the approach, as was. 
Introduction and Chapter Summaries 
Chapter 7 by Lewis and Andrews also argues that in a context of 
ongoing and discontinuous change, new and different forms of leader­
ship in schools are required. The authors posit that parallel leadership is 
one such frame-breaking concept that involves a process whereby 
teacher leaders and their principals engage in collective action to build 
school capacity. The frame embodies the three distinct qualities of 
mutual trust, shared purpose and allowance for individual expression. 
The IDEAS (Innovative Designs for Enhancing Achievements in 
Schools) project in two schools is discussed to highlight such an 
approach in action. In parallelism the metastrategic role of the princi­
pal is found to be crucial to a process of building capacity for improve­
ment - improvement leading to a shared preferred future. Actions 
include engaging the community in a process of creating an envisioned 
future and aligning this vision with other organisational elements, 
such as community expectations, school infrastructures, pedagogical 
processes and professional learning. The metastrategic actions also 
enable teacher leadership and the engagement in collaborative action to 
build new ways ofworking. 
The next two chapters, the first by Sytsma and the second by 
Beatty, are concerned with the emotional dimensions of school leader­
ship. In chapter 8 Sytsma views leadership as a powerful activiry. Based 
on a review of the literature and a study of five educational leaders who 
were re-examining their methods of operation, she argues that recon­
ceptualising emotion in terms of strength, rather than stress, changes 
the nature of that power from disempowerment to empowerment. By 
engaging with emotional processing through the embodied minds of 
self and others, educational leaders can consciously choose reflective 
forms of knowing and doing. Sytsma argues that it is time to put away 
the educational leaders' 'toolkit' and welcome emotional ways of 
knowing into a 'garden' of opportunities for growing coherent and 
mutually empowering relationships in schools, and sustaining health­
enhancing professional practices. 
In chapter 9, Beatty suggests that an emotional understanding of 
school success is valuable. She proposes that such an understanding can 
be assisted by making connections among the elements of healthy col­
laborative professional learning communities, some of the complexities 
of principal succession planning problems and the transformational 
effects of addressing inner leadership issues in leadership preparation 
and development programs. Leadership is reconceived here as multidi­
41 15 
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mensional, learnable and widely distributed and leaders are seen as 
more likely to succeed if they are humane, self-aware and open to new 
and collaborative learning. Unfortunately, by co-maintaining the 
norms of professional silence on the emotions involved with such char­
acteristics, teachers and leaders become part of the self-replicating 
mechanism of bureaucratic hierarchy and contribute to society's slug­
gish responsiveness to pressing problems. Both Beatty's research and a 
case study of the Master of School Leadership program at Monash 
University demonstrate that going through the emotions - where 
educational leaders build self-awareness, foster resilience in relation­
ships and strengthen team effectiveness for problem-solving and devel­
oping new solutions collaboratively - shows real promise. Beatty 
believes that leadership preparation programs would do well to 
acknowledge the transformational potential of leading with the emo­
tions in mind. 
In chapter 10, Cranston examines an area that has received little 
attention, the roles and aspirations of middle-level school leaders. 
Drawing on four quantitative research studies, Cranston finds that the 
vast majority of those holding middle-level leadership positions are sat­
isfied in their current roles, but that only approximately one third are 
looking to promotion in the future. In terms of their roles, middle-level 
leaders perceived their 'real' week being dominated by operational 
matters, management and administration and staff, community and 
student issues rather than their 'ideal' of strategic, educational and cur­
riculum leadership. Only about half of the middle-level leaders saw 
their school leadership team as highly developed (an issue taken up in 
chapter 16) yet rated strong interpersonal people skills the highest 
competency required for their role. They also saw a need to demon­
strate a capacity to be able to manage and administer effectively. 
Cranston's chapter concludes by raising a number of key issues when 
planning future programs. These issues include targeting middle-level 
leaders who say they are likely to seek promotion for both nurturing 
and professional development, providing tighter targeting as aspirants 
to particular schools, and providing further exploration of leadership 
role tensions such as those between administration/leadership and 
work/life. 
The section concludes with a chapter that raises several important 
implications of Information and Communication Technologies (lCT) 
use for school principals. In chapter 11 Hough does not see technology 
Introduction and Chapter Summaries 
in itself as the primary issue, but whether or not it adds value to the 
key school's processes and outcomes. He argues that in making such 
judgments and developing effective ICT-based schools, principals will 
need to assist many teachers to successfully adapt to the change that 
will be required. Flexible, or situational, leadership and teacher staff 
development will be crucial here. 
Section 3 is concerned with issues relating to the professional devel­
opment and learning of principals. In chapter 12, Wildy and Clarke 
argue the need to give greater emphasis to the preparation of principals 
of small schools. The area is important because of the numerical signifi­
cance of small schools in Australia (a quarter of all schools in each state 
government system cater for fewer than 100 students), the unique 
context of small schools (such as being geographically isolated and in 
rural, conservative communities), the fact that small schools are typi­
cally led by principals (usually young, single females) at the start of 
their career, and the principal also tends to be a teacher. This 'double 
load' (teaching and leadership/administration) is increasing with moves 
to school-based management, expectations of being a leader of learning 
and requirements to attend to the same system policies and procedures 
as their peers in larger schools but without the assistance of deputy 
principals or other support staff. From four rich narratives Wildy and 
Clarke identify four foci that both reinforce this context and encapsu­
late the types of challenges faced by small school principals - place, 
people, system, and self. Wildy and Clarke conclude that their findings 
present a persuasive case for principal preparation programs that are 
more systematic and specialised than the ad hoc nature of many 
current approaches. 
In chapter 13 by D'Arbon, Cunliffe, Canavan, and Jericho describe 
the development and evaluation to leadership development initiatives 
of two faith-based systems of schools, those of the Sydney Catholic 
Education Office and Lutheran Education Australia. Both initiatives 
reflect the six-step process for leadership talent development of create a 
culture for growth, benchmark current practice, define leadership qual­
ities you want, identify the leadership talent pool, and assess and grow 
individual leadership talent. A vital feature of the programs was found 
to be the collegiality, sense of community and networking that they 
engendered. 
From the evaluation of these initiatives it was found that partici­
pants generally responded positively, the programs are an effective cata­
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lyst promoting further formal study, and the programs develop leader­
ship capacity among young teachers to the point where many now con­
sider promotion positions (over 2 years since one program, almost half 
the participants have been appointed to a new leadership role). In a 
time of difficulties of young teacher retention, the programs also 
appear to have had a powerful effect in maintaining an extremely high 
retention rate in teaching. 
In chapter 14 Dempster, Alen and Gatehouse argue that timely and 
targeted professional learning is essential if school leaders are to manage 
themselves and their leadership journeys productively over extended 
periods. They provide a scan of literature related to the professional 
learning agenda for school leaders in order to highlight its scope and 
recent emphases, particularly as they relate to the needs of experienced 
leaders. Dempster, Alen and Gatehouse worry that the emphasis in 
some of these reviews is too narrow (such as a concentration on just 
instruction andlor achievement tests) or too broad (which may result 
in shallow learning). They sum up the scope of the school leadership 
portrayed by their scan in the form of five knowledges - knowing the 
purpose of leadership, oneself, others, context, and the job. 
Dempster, Alen and Gatehouse then describe a professional devel­
opment program for experienced school leaders in Queensland (the 
Strategic Leaders' Program) based on a framework consisting of the five 
capabilities of educational, personal, relational, intellectual and organi­
sational. The program also emphasises processes such as on-the-job and 
peer learning over time, coaching and establishing organisational objec­
tives. An extensive evaluation of the program found it had the strongest 
effect on personal and relational capabilities, a limited effect on the 
educational and little effect on the intellectual and organisational. 
These findings lead Dempster, Alen and Gatehouse to conclude that 
leaders should encounter the five knowledges at different times in their 
careers. Aspirant and new appointees are likely to need job, or task, and 
context knowledge. All need reinforcement about the purposes of 
schooling but experienced leaders responsible for larger and more 
complex schools need a realistic knowledge ofself and others. 
The topic of formal mentoring programs is pursued by Ehrich in 
chapter 15. Drawing upon earlier research, she identifies the merits and 
demerits of mentoring programs for mentors, mentees and their organ­
isation. Emerging from these findings is a set of critical issues that need 
to be considered when planning and implementing school-based men-
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taring programs to maximise their success. These issues include support 
from senior management, appointment of a coordinator, clarity in 
purpose, roles and expectations, careful selection of mentees, matching 
mentors and mentees, provision of time, training and monitoring and 
evaluation. 
In the final chapter in this section, chapter 16, by Cranston and 
Ehrich concentrates on senior management teams (SMTs). In an era of 
distributed leadership and a focus on developing the leadership density 
of schools, the chapter examines the extant literature in the area, 
including that in the area of micropolitics, highlighting key characteris­
tics and practices that contribute to their effectiveness. These dimen­
sions include the clarity of SMT role and objectives, the competence 
and credibility of its members, the uniformity of members' values and 
their commitment to team work, interpersonal relations among 
members and with staff, and accessibility ofprofessional development. 
The chapter concludes by discussing a practical strategy employing 
the TEAM Development Questionnaire that can be used by teams to 
reflect on their practices and identify ways to develop their effective­
ness. Learnings on the use of the TEAM instrument and process indi­
cate that team building is challenging for team members and that they 
must be committed to making things better in their SMT. Data from 
the questionnaire must be accepted as a conversation starter and the 
start of a developmental journey. One of the major outcomes is to get 
people talking, sharing and trusting each other. This requires the use of 
quality facilitation, an acknowledgment that slow is good and a team 
and not just principal decision to be involved. 
Chapters by Gurr and Dinham in the final section, Section 4, pick 
up on some of the issues running through the previous discussions. 
Both chapters focus on what these issues mean for schools and how we 
might make the connections between leadership and learning. 
In chapter 17 Gurr notes that while the study of successful school 
leadership has attracted significant interest this decade, most of the 
major reviews and studies have come from research in North America 
and the United Kingdom. The contribution of his chapter is its focus 
on research in the Australian context. With a history that dates back to 
the mid-1960s, the chapter documents the development of this 
research over the last 40 years, and provides several examples of current 
research programs that are providing quality evidence on successful 
school leadership in Australia. 
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From major international reviews Curr identifies that successful 
school leadership involves building vision and setting direction, under­
standing and developing people, redesigning the organisation, and 
managing the teaching and learning program. In addition, ongoing 
research in the International Successful School Principals Project 
(ISSPP) suggests that successful principals are good problem-solvers, 
can articulate worthwhile core values, build trust, focus on ensuring 
there is a safe and secure environment, are a visible part of the school, 
facilitate improvement in teaching practice, and they work well with 
the broader environment through coalition-building activities. The 
combination of these characteristics is not dissimilar to the concepts of 
organisational learning and professional learning communities. Finally, 
Curr notes three areas of particular interest from the Australian litera­
ture - small schools, the increasing coalescing of data on each school 
and clearly articulated system accountability and leadership frame­
works, and some evidence of what does not work. 
In the final chapter, chapter 18, Dinham looks at Australian 
research, including his own AESOP project from New South Wales, 
exploring the leadership-learning nexus. While noting that this nexus 
is a contested and often an unclear one, he argues that what is impor­
tant is the growing recognition that educational leaders (that is, distrib­
ured leadership) need to understand how students learn and what 
effective teaching looks like - leaders need to plan, act and evaluate 
on the basis of solid, empirical evidence, and not fad, fantasy, supersti­
tion or ideology. School leaders can play major roles in creating the 
conditions in which teachers can teach effectively and students can 
learn. In this process, principals possess and demonstrated two broad 
characteristics: awareness and responsiveness to people and events 
around them, and through high standards and expectations they are 
demanding, both of themselves (give a lot) and others (expect a lot). 
The sections and their chapters now follow. A final chapter, chapter 
19, draws some conclusions for Australian school leadership from 
cross-chapter comparisons. 
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